Introduction
Change, by its very nature, is unpredictable, inconstant and often unmanageable, yet organisational success depends on an ability to predict and control change in some way… an effective organisation must be prepared to grasp the opportunities, alongside the threats, by responding proactively to the challenge of change. (Farley, Broady-Preston and Hayward, 1998. p. 238) There is no precision or agreement to what a transformed library is or how it will emerge. Nevertheless, developing the knowledge and skills of library employees is fundamental to the transformation process. By scanning emerging technologies, evaluating their potential impact or usefulness to document delivery and resource sharing, sharing and testing ideas, we can replace uncertainty with knowledge. Willing to explore new ideas, new collaborations, and new sharing strategies, resource sharing staff are more than witnessing the transformation of a library -they are creating interesting opportunities to engage in the process, coincidentally better serving users, and adapting their skills and workfl ow to the transforming landscape.
Transformed Environment
The information environment has changed tremendously for users and for libraries.
what patterns help us predict our future; these include:
• 89 percent of electronic information searches by college students begin with a search engine, while 2 percent start at the library website.
(OCLC, Perceptions, 1-17) • In 2004, daily information exchange via: e-mail with attachments: 16.5 million, US interlibrary loans: 51,000. (OCLC, Information Format Trends, 4) Pew Internet & American Life Project highlight many of the changes in our user environment, for example:
• The Internet goes to college (2002) : 73 percent of college students said they used the Internet more than the Library.
• Home broadband adoption (2006) : 84 million subscribers to broadband at home, or 42 percent of all American adults, of which, 31 million broadband users have posted content to the web.
Competitors and partners are everywhere and information is ubiquitous. Search engines and other organizations fulfi ll many of the functions and roles of libraries; however, they do so as both competitors and as partners.
Information seekers (and interlibrary loan workers) have increased and overlapping opportunities to locate information, and free and fee-based services increasingly provide content traditionally found at libraries or obtained through resource sharing. Surprisingly, the growth in sources of information challenges the automation benefi ts enjoyed by resource sharing by posing mediated conditions, whether it is the challenge of handling grey literature requests or optimizing choices of : Which source? Borrow, free, purchase, or rent? And which version? Pre-print, print or electronic published, or author's site? While computing technologies and automation have helped to radically streamline interlibrary loan, and to change the expectations of resource sharing, they are also creating opportunities to fundamentally change library workfl ow across traditional units.
Emergent Resource Sharing
One can state one of the major challenges facing libraries in these terms. Historically, users have built their workfl ow around the services the library provides. As we move forward, the reverse will increasingly be the case. On the network, the library needs to build its services around its users' work-and learn-fl ows. (Dempsey, 2006) Emergent resource sharing is shaped by the service expectations of our library users, which in turn are framed by consumer and community-based web services, such as Amazon, iTunes, and Netfl ix. However, it is also true that we have opportunities to shape our services and workfl ow by solving the strategic problems we face today and tomorrow by creating the migration strategies with engaging new technologies.
Using the following examples, we can explore the strategic opportunities and migration trends useful in reshaping resource sharing.
Direct Delivery -Why handle a borrowed book?
Creating a direct lending system to ship borrowed materials directly to users anywhere is perhaps one of the most important opportunities facing resource sharing. While this is especially important when a library borrows a book and then sends that book to its remote user, the cost benefi t of offering home delivery as customer service compares favorably to the overall cost of resource sharing pickup or re-shipping handling. The most widely practiced service model for library books is selfservice (users fi nd it or pick it up). Alternatively, fee based services ranging from Amazon, iTunes, Netfl ix, and even free reader based service such as Paperbackswap.com and other peer-to-peer web services send content directly to the user's home or desktop. Determining the factors needed for a lending library to send books directly to the requestor instead of to the borrowing library is critical to reshaping resource sharing. In addition to what it takes to directly lend, we need to create options for unaffi liated users. Some of the Direct Delivery opportunities are emerging:
• Library practitioners and vendors participating in the Rethinking Resource Sharing Forum created a manifesto and framework for direct lending, available at: http://blog.aclin.org/ • By the end of 2006, OCLC plans to offer a new Direct Delivery resource sharing service that uses tracking and insured expedited delivery services.
• Using purchase on demand, interlibrary loan can easily opt to have the Internet bookseller send books directly to their user, and have the user return it to the library with a set due date.
Purchase on Demand or Just-in-Time Acquisition -Why not buy it?
for monographs, purchase may be a reasonable substitute for interlibrary loan. (Holley and Ankem, 2005) Interlibrary loan borrowing of books may not always be the best option for a library or library user. Increasingly, libraries are piloting interlibrary loan purchase on demand and/or just-in-time acquisitions to acquire requested materials to better meet the needs of users, as in the case of new titles or diffi cult to borrow materials, such as audiovisual, or to improve turnaround times, as in the case of popular titles, and distance education materials. Institutions differ in how they implement pilot purchase by demand strategies, many limit purchasing to books that are requested through ILL with a publication date within 3 years, while others might compare the cost of purchasing a used book with cost to borrow.
The University of Virginia Library has had a very successful purchase request system for many years; however, the interlibrary loan workfl ow was not well linked into that just-in-time acquisition process. Determining the best practice for the library began with starting a discussion with the Collections Group on creating a machine readable collection building profi le that could help us determine when it makes sense for interlibrary loan to purchase an item and/or automate the referral of the request to a selector. We formed the Collaborative Strategies taskforce to answer those questions. We fi rst gathered charted our workfl ows and gathered data, sample data, as shown in Figure 1 .
As we determined parameters that change workfl ow, we also realized a need to redesign the request management system to include automatic pricing, purchasing, and possible integration with approval plans and acquisition systems.
Request Management and Context Sensitive Workfl ow -What are the options?
Building in automatic pricing is only one option needed for the future of request management processing. In fact, the challenge of designing new staff interfaces and workflow that take advantage of a variety of options parallels the user environment. The plethora of discovery and get options for both user and staff must be fl exible to the needs of the individual or institution if it wants to reach the marketplace. For instance; if a user searches for an article that is not available in a library database, they should fi nd any available copy in an institutional repository. However, if they don't, and instead request an interlibrary loan, the ILL request system should be able to interface with web searches to verify the record, or better yet, locate the item without requesting it from another library. For popular titles or videos that prove extremely challenging to borrow, the ILL request system should be able to display how much it might cost to rent or buy that work, and interface with selected systems used by renting/ buying partners. The ILL workfl ow can take advantage of the same environments as our users; however, we must be realistic and make simple and fl exible interfaces that accommodate the variation in institutional policies and practice. Taking work with you seems like an awful trade if it means working at all hours; however, resource sharing involves a lot of handling to get materials to our workstations. While at Portland State University, I had piloted a mobile workstation that allowed us to scan articles in the shelves on a cart that held a laptop, scanner and portable power pack. We also began testing a concept 'Library Anywhere', using a tablet PC and smartphone for mobile work. At University of Virginia Library, we are making progress with Library Anywhere with piloting the use of a Symbol MC70, an industrial smartphone with barcode scanner and VoIP. We plan to partner with vendors to integrate this mobile technology with Sirsi, our integrated system and ILLiad, our request management system for electronic paging, updating, and mobile printing. This summer, we are also testing different mobile scanning tools, such as portable scanning pens, and even using a smartphone camera.
Exploring emerging technologies and strategic opportunities for libraries, resource sharing staff individually or cooperatively chart the transformation of document delivery and resource sharing. Sharing the knowledge and preparing staff for the consequences of changing interlibrary loan workfl ow must include others in the library, as well as including vendors, because of the serious implications for the library as an organization, and partners in the information environment. Relevant to the position we fi nd ourselves in, Kate Wittenberg writes about scholarly publishing, libraries, search engines and online gaming… "Keep in mind that we are all mutually dependent, and that no group is in a position to dictate the discussions or the outcomes… …it is not clear what the exact models of cooperation will look like." (Wittenberg, 2006. p. B20) Libraries of the future are transforming, albeit without a complete blueprint, in response to the dynamic and distributed information environment that has many competitors and partners, and ubiquitous information. It is in this environment that preparing and engaging our staff for migrations becomes so essential.
Staff Training and Development as Migration Strategy
It is the way in which people respond to these challenges that will determine whether the necessary changes can be adopted successfully. The ability of library staff to meet the challenge of change is of utmost importance… (Farley, Broady-Preston and Hayward, 1998. p. 242) While library instruction programs and library associations have created shared strategies and standards for information literacy and technology fl uency to address the needs of lifelong learners, there is a need for such agreement and cooperation to address employee learning needs across libraries.
What are we Training Towards?
Having a training direction does not come naturally, because it requires multi-tiered development and involves several components with varying support and a variety of sources. A common approach starts with identifying core competencies or essential knowledge and skills for success. Beth McNeil and Joan Giesecke's chapter 'Core Competencies for Libraries and Library Staff' describe some of the process used at University of Nebraska, Lincoln Libraries including:
• a committee formed and charged to "develop core competencies for library staff and to give strong consideration to fl exibility, information literacy, and adaptability to new technology" • an organization assumption was made; "staff needed to be engaged in the organization if the organization was to improve." • "changing expectations for staff and the need to think beyond task-related skills to more systems-related thinking…" (McNeil and Giesecke, 2001. p. 50-51) Examples of library core competency are easily found:
• At the University of Virginia Library, the library administration and Human Resources Department are very supportive of training, and have one full time employee dedicated to coordinating staff training. In addition, the Human Resources Department is developing library core competencies using WorkKeys™, from which adapting and targeting training will follow. In Interlibrary Services (ILS), as part of my fi rst year at the University of Virginia, I developed a set of iterative activities that combined getting to know the ILS staff with assessing individual and departmental needs. Initial work focused on assessment; I met individually with each employee, and let them get to know me; I explained that one of my priorities would be staff training and development. Three months later, departmental planning and group activity work were under way using techniques such as:
• individually and collectively completing the sentence "We are in the business of…" • articulating our adjacency requirements by outlining an eco-map, a visualized identifi cation of our stakeholders, and • departmental goal brainstorming and prioritizing those goals; our second highest goal is staff training.
The second phase expanded the learning opportunities by targeting the needs identifi ed by staff and by my observations. This later phase varies because the strategies range among general and specifi c goals, individual and group goals, and short and long-term goals. They include the following:
Applications based training
We encouraged and had a signifi cant increase in staff attending Excel, Word, and other Offi ce/Imaging application classes offered by Library Training and University Information Technology and Computing. Similarly, we increased individualized and in-house training and use of these applications in ILS. Lastly, starting in June 2006, we subscribed to one year of full vendor training for request management software, ILLiad, and we are coordinating systemwide ILLiad training.
Library and Information Architecture Certifi cate
We created a certifi cate training program that involves core library information knowledge for Interlibrary Services, which is being adapted by the library. Basic curricula of three 50-minute sessions include:
• MARC Basics 
Innovation strategies
We were funded to innovate. This year, the innovation focuses on communications and mobile technology, but is integrated into the training and staff development program for ILS:
• we introduced staff to Skype™, a Voice over Internet Protocol phone system, by distributing microphone headsets and webcams to explore the uses of Internet phone and conferencing for departmental communications • we are in the process of ordering and implementing two smart phones, a tablet PC, and a portable scanner to develop expertise using portable computers, scanners and other mobile technologies for retrieval, article scanning, preparing materials for delivery, etc.
• we are building a training and conference facility in ILS.
Library tour series
An organized library tour provides an opportunity for library employees from various departments to get to know each other, while also learning about another library. I usually select two or three units or activities to discuss at the destination library, and manage to get attendees from throughout the library. One of the most fascinating elements to the library tours is that on the way to the library, everyone gets to know each other better, then during the visit, alternative ideas and workfl ow are shared in a neutral space, and fi nally, during the trip back, a debriefi ng happens along the way. The library tour series will be incorporated into the University of Virginia Library's Professional Interest Committee.
Designing a training and conferencing facility
Much of the emphasis on in-house informal and formal training in Interlibrary Services requires an adequate learning environment. During planning for the remodelling of Interlibrary Services, I decided to allocate a large part of the offi ce to a conference room that supports training webinars, web and phone conferencing, plenty of white boards, and multi-media presentations. The layout of the facility is shown in Figure 3 .
How do we Share Training?
While local staff training and development can meet many of the needs of emergent resource sharing, cooperative training is a critical piece to expand the benefi ts in an information sharing network; however, distributed training can prove diffi cult to scale adequately and manage consistently.
Many of the regional resource sharing training workshops tend to be provided at local conferences and user meetings. idea is to provide a mix of vendor booths and presentations, practitioner presentations, and workfl ow tours. Besides focusing on the best practices of scanning and imaging, presenters and vendors will be asked if they can resolve some strategic problems posed to library workfl ows, in particular, how to automate some of the quality controls in the process. This type of conference focuses information sharing of best practices with strategic problem solving, which helps the migration from sharing practices at conferences, to implementing systemic changes.
To direct broad systemic changes to the resource sharing engine, we also have to look at the whole organization, or the library as dynamic engine. We have to fi nd better ways to take local and regional generated knowledge and training, store it in a fl exible space 
Conclusion
Going forward, our work must take a more experimental turn… …we need to initiate conversations with new players and new partners. (Wittenberg, 2006. B20) The future of the Library is emerging as a discussion between the strengths and engagement of our staff and the emergent consumer technologies that redefi ne user needs and expectations. In order to be a part of the discussion, staff exposure to and engaging in new technologies and web services is fundamental in guiding and extending the transformation process. This process spans traditional library functions and institutions, necessitating including all library employees as part of the organizational development, and working with traditional library and nontraditional vendors. Recognizing this is a time to experiment with organization, service, and technology, we must serve as the library engine's change agent because we are highly experienced with distributed cooperation. In that role, we should lead education and training efforts because our work increasingly focuses on the more obscure materials and lastly, will be one of the most transformed in the next 5 years. Lastly, in order to strengthen our library engine as a distributed cooperative effort, we need a better communication tool that serves as both a knowledge base, and as a communication based directory.
